CITY  AND  COUNTY  OF  SAN  FRANCISCO 


OFFICE  OF  THE  CONTROLLER  Ben  Rosenfielcl 

Controller 

Monique  Zmuda 

Deputy  Controller 

AUDIT  FOLLOW-UP  MEMORANDUM 

GOVERNMENT 

DATE:         June  1,2010-  DOCUMENTS  DEPT 


TO: 


John  Haley,  Director  of  Transit,  SFMTA  A        JUN  "  3  2010 


A 


FROM:        Tonia  Lediju,  Director  of  Audits,  City  Services  Audita/ )  l/^SAN  FRANCISCO 

u     PUBLIC  LIBRARY 
SUBJECT:    Results  of  Follow-up  Review  for  Audit  of  MTA  Cable  Car 
Fare  Collection  Practices 


EXECUTIVE  SUMMARY 


The  Controller's  City  Services  Auditor  (CSA)  Division  issued  an  audit  report  in  April  2007, 
entitled,  Municipal  Transportation  Agency:  The  Agency  Needs  to  Improve  Cable  Car  Fare 
Collection  Practices,  on  the  Municipal  Transportation  Agency's  (MTA)  cable  car  fare 
collection  practices.  The  audit  revealed  that  cable  car  conductors  did  not  always  collect 
cash  fares  from  passengers  and  recommended  that  MTA  instruct  cable  car  conductors  to 
adhere  to  all  cable  car  fare  collection  procedures.  MTA  identified  seven  initiatives  to 
improve  its  cable  car  fare  collection  practices.  Of  the  seven  initiatives  MTA  identified  for 
implementation  to  improve  cable  car  fare  collection  practices  in  response  to  our  audit 
finding,  the  audit  team  found  that: 

•  Two  of  MTA's  initiatives  to  improve  its  cable  car  fare  collection  practices  in 
response  to  the  audit  findings  already  existed  as  part  of  MTA's  training  program  or 
regular  operations. 

•  MTA  now  posts  weekly  fare  collection  rule  reminders  for  cable  car  operators. 

•  In  November  2008,  MTA  increased  the  hours  of  operation  of  the  ticket  booths  to 
increase  sales  of  prepaid  tickets.  Due  to  staffing  issues,  one  of  the  three  booths 
closed  in  November  2009. 


•  According  to  MTA's  cable  car  operations  superintendent,  MTA's  management 
team  rides  cable  car  lines  daily  to  enhance  management's  presence,  but  did  not 
document  the  rides  or  report  any  findings  or  observations.  As  a  result  of  this  follow- 
up  review,  MTA  will  start  documenting  rides  and  observations. 

•  MTA's  security  personnel  investigated  complaints,  including  making  periodic 
random  observations  to  assess  adherence  to  fare  collection  procedures. 
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•  There  are  no  management  reports  that  identify  issues  requiring  further  research. 
MTA  provided  meeting  minutes  that  document  issues  related  to  cable  car  safety, 
but  none  related  to  cable  car  fare  collections. 

Despite  the  fact  that  six  of  the  seven  MTA  initiatives  were  implemented,  the  auditors  found 
that  cable  car  conductors  continue  to  not  consistently  collect  cable  car  fares. 

BACKGROUND  &  METHODOLOGY 

The  MTA  operates  three  cable  car  lines  that  travel  from  Market  and  Powell  Street  to 
Fisherman's  Wharf,  and  along  California  Street.  The  cable  car  lines  operate  from 
approximately  6:00  a.m.  to  12:30  a.m.  daily.  Each  cable  car  is  operated  by  a  driver,  known 
as  a  gripman,  and  a  conductor.  The  conductor's  job  is  to  collect  fares,  manage  boarding 
and  exiting  of  passengers,  and  assist  in  braking  when  the  car  is  on  a  steep  hill. 

The  regular  youth  and  adult  cable  car  fare  is  $5  per  ride,  which  can  be  paid  to  the 
conductor  during  the  ride.  The  fare  can  also  be  prepaid  through  the  ticket  booths  at  Powell 
&  Market  streets  and  at  Hyde  &  Beach  streets,  or  at  the  ticket  outlet  at  the  San  Francisco 
Convention  &  Visitors  Bureau  at  Hallidie  Plaza  at  Powell  &  Market  streets.  According  to 
MTA  staff,  the  third  ticket  booth,  at  Beach  Street,  closed  in  November  2009  due  to  staffing 
issues. 

In  accordance  with  Government  Auditing  Standards,  Section  8.05,  promulgated  by  the 
United  States  Government  Accountability  Office  (GAO),  CSA  conducted  a  follow-up 
review  of  the  single  recommendation  in  its  audit  report  of  April  2007,  entitled:  MTA:  The 
Agency  Needs  to  Improve  Its  Cable  Car  Fare  Collection  Practices.  Section  8.05  states 
that  the  purposes  of  audit  reports  include  facilitating  follow-up  to  determine  whether 
appropriate  corrective  actions  have  been  taken.  This  follow-up  determined  whether  MTA 
has  taken  the  corrective  actions  needed  to  implement  the  audit  report's  recommendation, 
with  the  goal  of  improving  MTA's  cable  car  fare  collection  process.  On  February  28,  2008, 
CSA  requested  MTA  to  review  its  implementation  of  the  audit  recommendation,  but  MTA 
did  not  respond  to  this  request. 

To  conduct  the  follow-up,  CSA  staff  met  with  or  contacted  key  MTA  personnel  to  discuss 
the  status  of  the  corrective  actions  taken  to  date,  obtained  documentary  evidence,  and 
verified  the  existence  of  processes  that  have  been  established,  if  any.  CSA  staff  also  took 
1 5  rides  on  the  three  cable  car  lines  at  different  times  of  the  day  on  weekdays,  rode  long 
enough  to  give  the  conductor  an  opportunity  to  collect  the  fares,  and  documented  the 
results. 

RESULTS 

In  its  April  2007  response  to  the  audit  recommendation  for  MTA  to  instruct  cable  car 
conductors  to  adhere  to  all  cable  car  fare  collection  procedures,  MTA  proposed  seven 
initiatives  to  improve  its  fare  collection  practices  (see  Attachment  A).  Despite 
implementing  or  partially  implementing  six  of  the  seven  MTA  initiatives  to  improve  cable 
car  collection  practices,  this  follow-up  review  determined  that  improvements  are  still 
needed  in  MTA  cable  car  fare  collection  processes. 
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Of  the  15  cable  car  rides  that  CSA  staff  took  to  conduct  this  follow-up  review,  fares  were 
not  collected  for  six  of  the  15  rides,  which  represent  40  percent  of  the  total  fares  to  be 
collected.  Of  the  six  uncollected  fares,  four  were  for  the  rides  that  CSA  staff  took  later  on  a 
route  and  when  the  cable  car  was  moderately  crowded,  or  having  20-40  passengers  on 
board  the  cable  car  (see  table  note  a).  The  table  below  shows  the  results  of  the  1 5  rides 
taken,  including  the  details  of  the  rides  for  which  fares  were  not  collected. 

TABLE         Cable  Car  Fare  Collection  Results 


Rides  Taken  December  11-30,  2009 


Total 
Rides 

Fares  Collected 

Fares  Not  Collected 

Receipts 

Number  Percent 

Issued 

Number  Percent 

Powell  &  Mason  7 

Cable  Car     Powe"  &  Hyde  5 
Line            California  3 

4              57%  4 
3              60%  3 
2              67%  2 

3  43% 
2  40% 
1  33% 

Total  15 

9  9 

6  40% 

Terminals  8 

Boarding      .  .        _  . 

„  .  .    a      Later  on  Route  7 

Point 

6              75%  6 
3             43%  3 

2  25% 
4  57% 

Total  15 

9  9 

6  40% 

Very  Crowded  (a)  1 

Total           Moderately  Crowded  9 
Number  of 

Passengers  Relatively  Empty  5 

0              0%  NA 
5             56%  5 
4             80%  4 

1  100% 
4  44% 
1  20% 

Total  15 

9  9 

6  40% 

Commute  Hours  AM  (b)  3 
Time  of  Day  Commute  Hours  PM  3 
Daytime  Hours  9 

2              67%  2 
2              67%  2 
5             56%  5 

1  33% 
1  33% 
4  44% 

Total  15 

9  9 

6  40% 

(a)    For  the  purpose  of  this  analysis,  very  crowded  is  defined  as  more  than  40  passengers  on  board,  moderately 


crowded  is  20-40  passengers,  and  relatively  empty  is  less  than  20  passengers. 

(b)    For  the  purpose  of  this  analysis,  daytime  hours  are  from  9  a.m.  -  3  p.m.,  commute  hours  AM  are  from  6  a.m.  -  9 
a.m.,  and  commute  hours  PM  are  from  3  p.m.  -  6  p.m. 

Source:  CSA's  analysis. 

CSA  extends  our  appreciation  to  you  and  your  staff  who  assisted  with  this  follow-up 
review.  If  you  have  any  questions  or  concerns,  please  call  or  e-mail  Helen  Vo  at  (415) 
554-7661  or  Helen.vo@sfgov.org. 

cc:    Nathaniel  P.  Ford,  Sr.,  Executive  Director,  SFMTA 
Sonali  Bose,  Chief  Financial  Officer,  SFMTA 
Ben  Rosenfield,  Controller 
Robert  Tarsia,  Deputy  Audit  Director 
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Memo  to  the  Municipal  Transportation  Agency 
June  1,  2010 


ATTACHMENT  B:  SFMTA'S  RESPONSE 


SF 


MEMORANDUM 


May  18,  2010 


Gavin  No.v;c.t  |  Mayer 

lorn  Nolai  |  C'a'nnan 
Jerry  lea    W:e  Oa  (man 
Canisron  3ea-;h  f  0-iecio* 
Malccln  Hemcke  |  Drecor 
Bft.ce  Oka  |  Oiieciw 

Nathaniel  P.  ford  Sr  |  Ewculive  Director/CEO 


TO:     Tonia  Lediju 

Director  of  Audits,  City  Service  Auditor 


FROM:  John  Haley 

Director  of  Transit,  SFMTA 


RE:     Follow-up  Review  for  Audit  of  MTA  Cable/Car  Fare  Collection  Practices 


Background 

The  Controller's  City  Service  Auditor  Division  performed  an  audit  of  the  San  Francisco 
Municipal  Transportation  Agency  (SFMTA)  Cable  Car  fare  collection  practices  in  April 
2007.  In  response  to  this  audit,  the  SFMTA  identified  seven  steps  to  improve  Cable 
Car  fare  collection  practices.  In  January  2010,  the  Controller's  City  Service  Auditor 
Division  performed  a  follow-up  review  of  the  April  2007  audit  and  found  that  five  of  the 
seven  steps  had  been  implemented.  These  steps  include: 

•  Requiring  trainees  to  be  certified  on  fare  collection 

•  Retraining  existing  conductors  on  fare  collection  procedures 

•  Posting  weekly  fare  collection  reminders  in  the  Operators'  room 

•  Conducting  security  audits 

•  Increasing  the  number  of  staff  performing  sales  of  pre-boarding  fare  media  at 
Cable  Car  turn-arounds 


In  addition,  the  follow-up  review  found  that  step  six,  instituting  a  program  to  assign 
managers  to  ride  cable  cars  to  enhance  management  presence  was  only  partially 
implemented  because,  although  the  Cable  Car  Superintendent  and  Assistant 
Superintendent  were  riding  the  cable  car,  they  did  not  document  the  rides.  The 
follow-up  review  also  found  that  step  seven,  developing  management  reports  to 
identify  issues  for  further  research  had  not  been  implemented  because  the  Division 
Safety  Committee  and  Joint  Labor  Management  Board  meeting  minutes  did  not  show 
that  these  two  bodies  had  discussed  fare  collection  practices. 
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Cable  Car  Response 


The  City  Services  Auditor  also  found,  based  on  a  survey  of  15  rides  on  3  cable  car 
lines,  that  despite  implementing  five  of  the  seven  steps  identified  in  the  2007  audit, 
that  further  improvements  are  needed  in  the  SFMTA  cable  care  fare  collection 
process. 

SFMTA  Response 

The  SFMTA  agrees  with  the  Controller's  finding  that  five  of  the  seven  steps  have 
been  implemented.  In  addition,  the  SFMTA  has  documentation  to  demonstrate  that 
step  six,  instituting  a  program  to  assign  managers  to  ride  cable  cars  to  enhance 
management  presence  has  been  implanted.  As  per  the  attached  Ride  Log,  in 
January  2010  the  Cable  Car  Superintendent  and  Assistnat  Superintendent 
documented  7  rides  on  the  cable  car.  Due  to  the  death  of  the  Assistant 
Superintendent  and  the  accompanying  staff  shortages,  the  program  to  assign 
managers  to  ride  the  cable  car  was  temporarily  on  hold.  Beginning  May  1,  2010,  the 
new  Director  of  Transit  Operations  has  required  ride  clocks  from  division 
management.  This  new  program  will  require  documentation  of  rides  by  management 
for  all  modes  of  transit,  including  the  cable  car. 

The  SFMTA  also  has  documentation  to  demonstrate  that  step  seven,  developing 
management  reports  to  identify  issues  for  further  research  has  been  implemented.  As 
per  the  attached  Disciplinary  Tracking  Fare  Collection  spreadsheet,  wich  is  used  by 
management  to  identify  personnel  issues  that  require  further  research  and  action, 
since  the  2007  audit,  seven  fare  collection  issues  have  been  identified,  tracked  and 
addressed.  Of  these  seven  issues,  two  resulted  in  written  warnings  and  five  resulted 
in  Skelly  hearings. 

The  SFMTA  agrees,  as  with  all  procedures,  that  further  improvements  in  the 
Agency's  cable  car  cash  handling  practices  could  be  made.  However,  the  SFMTA 
also  acknowledges  that  sales  of  pre-boarding  cable  car  fare  media,  which  augments 
on-board  cash  fare  collection,  has  increased  since  the  time  of  the  audit.  At  the  time  of 
the  audit,  the  cable  car  turn-arounds  were  staffed  240  hours  per  week  by  Revenue 
personnel  selling  pre-boarding  fare  media.  Currently,  the  cable  car  turn-arounds  are 
staffed  252  hours  per  week,  an  increase  of  5%.  The  additional  staffing  has  resulted  in 
an  increase  in  pre-boarding  fare  media  sales  from  65%  in  2007  to  66%  in  2009. 
Given  the  safety  concerns  surrounding  the  collection  of  cash  fares  on  board  the  cable 
car  while  the  vehicle  is  in  motion,  increasing  the  pre-boarding  fare  media  sales 
improves  both  fare  collection  and  safety. 


MEMORANDUM 


DATE: 


May  13,  2010 


TO: 


Transit  Operations  Management 
Security/Enforcement  Management 


FROM 


John  Haley 
Director  of  Transit 


SUBJECT:    Observation  Rides 


We  continue  to  explore  all  avenues  to  increase  our  revenue.  One  of  the  key  elements 
in  that  strategy  is  to  increase  our  fare  box  collections  and  to  deter  fare  evasion.  In 
order  to  support  that  effort  I  am  directing  that  each  manager  completes  at  least  23 
management  observation  rides  each  month  to  observe  our  operating  practices 
including  fare  collection. 

We  are  initiating  this  program  on  June  1  with  an  initial  concentration  on  Cable  Cars. 
Please  fill  out  the  attached  sheet  when  taking  your  rides.  All  observations  should  be 
forwarded  to  Landon  Modena-Kurpinsky  and  Judy  Tarn  at 
Directorofrransit^sfmta.com  or  faxed  to  4 1 5.701 .4721 . 
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